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LeadershIp and Social Exchange Processes
C C

Ethdn P. 14o1 lander C.J L.~~L~~~- - .-

State Un iversity of t-1~w York at Buffalo

No conception of leadership Is complete without attention to folio~’u(~ s.

Th i s po int is an essent i al e l ement i n a p p l y i n g a soc i al exchan ge perspect i ve

to leadership. This perspecti ve differs from oli.~er approaches In several

ways, as w i l l  be pointed out shortly, but most strikingly in Its emphasis

on the jeIationshJp~ over tj~~ which l inks loader ønd followers. Clearly,

the interaction which occurs between the leader and followers is Important .

However, elements of social exchange aie oi.ly part of that i nteractIon.

Not all features of leadership are explainable in terms of re~’sards and costs.

The social exchange conc@pt should not ~e asked to do too much on its own.

I am reminded of George Homans story about his anthropolog i st friend

who po i nted to the utility of the concept of culture by say i ng that I f some—

one were to ask him why the Chinese do not like milk he could say “...because

of the culture.” Ho~naris’ reply was that, ‘t ...~f that was all he could say,

he was not saying much” (1967, p. IZ).

Social exchange has a variety of features or typos. In this chaptor,

I will bo referring to three ways of construing social exchange In leadership,

each stressing a particu l ar feature. These may be cheracier i zed as types of

social exchange wh I ch are not mutua lly excl us ive, but which have dist i ngu i sh ’-

Ing features as follows:

TyDe .,j: Trans~ctj~~ij,-—This is tne most general type. it P~es to do

most direct ly with leader—follower rel ationships In the aggregate,

including the fo l lowars t perceptions and expectancies, the avail-

ability of two—way Influence , arid the exchange of rewards.

C
ihis chap ter is to appear in a book on “~oclaI Exchange Theory,” edite~i by .. .

- er~en , M$ . Greenberg, and P.11. Will i s , to be pub lished by w iley in 1977.

_ _  _ _ _  _ _ _  
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type 2: ~~~ em ~r- rC :s——~’lo qu-~st ion of “how are we doInç~?” Is th~’

essence of this typo of exchange. It 1nvo~ves trio i - u o~~~ut

system w ith the tasic env i ronment, and the group ’s or cr gan~za—

t!OI ’S effect~veness in that exchange (Katz & Ka~n, t96~5)-, ThIS

po i nt Is anelogou’i to Levin ’s (I947) conception of “group I oco~otion ,

the4 Is, the nover’~nt of the group toward Its goal.

I~ .Qi~ ~~~~~~~~~~~~~~~~~~~ any group or organization , there

i~ bound to be some concern with the degree of eQuity end j ust ice

in the act ~v~’-~cn ” of colloct i ve goals. This type of exchange Is

focussed ospeciaHy on the Individu al ’ s sense of b& r~u ~‘reated

fa i r l y at the hands of the lea der.

Before applying these typos of soclai exchange to an understanding

of 1eadersh~p, it Is us~fu! to have a perspective on the history of leader-

ship as a Held of study . Thereafter, I w il l give particu l ar  attent ion to

the transactional approach to leadership, which emphasizes soci~ I exchange

processes. Next, I I ntend to consider the widening awareness that l eadership

shares cor~~ n features with other social influence phenomena, ~nd .then review

some research that bears on the transactional approach to leadership.

Leadership in Retrospect

Leader—follower interactions occur in many reaches of li fe , even ln

tees Obvious places. Many Tnfluence rel ationsh i ps are found daily between

people in reciproca l roles such as parent—child, teacher—student, husband—

wife. These certainly show features of l eadership. However, there Is a

special character to l eadership in groups, l arge organ izations, ~nd nations,

wh ich has compe l l ed attent ion to “the l eader” as the main flgure in the

leadership process.
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The c~:t sic approach has been to see the l eader as the source of this

process, and history ts full of account3 of l eaders and their acts. Typic~ ’ L

the leedor was ~sen to be someone possessed of uniq~,ie tre tts, presumed to be

inborn. Cowley (1926) captured this theme in his contention that, “The

approach to the study of leadership has usually been and must always be

throuct’ the ‘~i’udy of trait5” (p. 1 44).

The idea that l eaders “are born , not made” exemplifies the classic

view . Though there unquestionably is a degree of validity In the notion of

l eaders as sig n~ f icat~t agents in human events, this view produced an over-

emphasis on the study of the traits of leaders at the expense of other

factors, inc l uding followers and the prevaIlin g situation which affected

the leader ’s a:1 L~rs. 
-

The so- -a ! led trait approach was particularly favored among psycholog i ca ’

oriented investigators studying l eadership. Earlier in this century, their

research placed ccns derable stress on such factors as height, we ight,

appearance, i ntel I i gence, sel f—confidence, end any other var i ables which

might be positively correlated with leadership. The aim was to determine

what factor or factors made a person a leader. The results were sutvrr.arized

in en Inf l uential review by Stogdill (1946) and presented a very mixed pict ure

to say the Inast. The major finding was that, on the average, leaders tended

to be sl i ghtly more Intelligent than nonleaders. But even this finding was

not thorough l y stable.

Mann (1959) subsequently reviewed 125 studies of l eadership and person-

ality characteri stics representing over seven hundred findings. He, too,

found Intelligence to be the qual ity whiCh showed the hI ghest number (46%)

of studies y ield in g a positive relationship with l eadership . With some~vhat 
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lower percentages of studies he also found general adjustment, extroversion ,

anc ~2..A1nence, to be positively related to l eedorship. However, ha p&nts

out that most of these studies Involved a group organized arount an assigned

discussion task. The “su per ior ity ” of the lea der , therefore, has to be

vIewed in that k~ nd of situation.

GIbb (t9~54) has sun~ned up the matter In obssrvlng that, “Foliowors

subordInate 1-he-~se i ves, not to en indivi dual whom they perceive as utterly

different , but to a member of their group who has superior 1~y at this t ime

and whom they perce ive to be fundam entally the same as they are, and who

may, at othsr t i mes, be prepared to follow ” (p. 915). This point suggests

the necessity to see le-~~er ar.d follower rol es as comp!ementary, and arnermblo

to change rather than being fixed. -

Th~ ‘np~stus for moving away from primary attention to the leader come f’~~

the recognition th~ - different kinds of functions were demanded of l eaders In

different situations (see Hemph ill , 1 949; Gibb , 1968). This view was a major

bas is ~or the so—celled situationa l 2p~roach to leadership wh ich took hold In

the 1950s.

The l argest deflclency in the trait approach was i’s Insistence upon

l ooking for stable features of lea ders across ~ situations. It fa iled

to recognize that l eadersh!p In volves a network of rel ationships amr~g

indtv iduels who ~“r-e nigeced in an activity In a perticu~ar situation . AS

Gouldner ( 1950) put ~t:

There Is a certain degree of pers istence or patterning in the

act ivities which a group undertakes be It bowling, play ing

brWge , enqaq ing in warfare, or shoplift ing. These persisting

or habitual group activities, among other things, set limits on 



- —

~~~

the kind of individu als who b~~~me grou p members end, no less

so, upon the kind of Tndlv duals who come to lead the group

(p. 76).

Mainly, the situat ional approach gave needed attention -l-o the varying

demands upon ieaderthlp imposed by the situation . These demands grow

esp-3cIaIiy out of the grcu~ ’s task or f unction, its structure, ~r.d other

c~ntox~u-:’ features, such as Inter—group competition . This approach did

~ 
neg~ect the characterisrics of the leader so much as It recognized their

appropriateross tc a group functioning in a g iven s ituation . For example,

It emphas ized that t ”e leader c~ould have an acceptable level of competence

on a task c’ importance to the group ’s functioning. Plot one but severa l

group wembers r~~y have such competenco end serve as a group r3sOurce .

The concen-~ of the leader as a group resource is one extens ion of the

situational opproach, end Invo lves two kinds of consIderations. One is

That fo liowers have expectations about leaders and their contributions

(Type I above). The second consideration is that a functional group operates

as a system with inputs from members to produce desired outputs ~7ype 2

above).

The situati~nai approach was more then a single orientation , al t hough - 
-

It began ~~; a necessary cow~terbaianca to the trait approach to leadersh i p.

It had the deficiency however of leaving out a concern with process.

Typically, l eaders were viewed in terms of their abil ity to exert influence .

Situational studies -flj,V9 l ttie consideration to the followers ’ responses

to leaders over tIme, includ ing sources of rising or fall ing ~*etus, end

the problems of leaders ~~jnt~ Inir ~g as well as attelnlriq their status,

Most of the tIme, the l eader was viewed as someone who occupied a position 

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ 
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in a rel at i vely f,xod sense.

Moreover , “nave sltuation i sm” had l ergeiy excluded the te~~-~r ~

character ist ics from consideration since they smacked too much of the

ol der stu dy of Iea~ier traits. The popular sio~nn of The new mover~nt

might veil have b€en “ lecoers don ’t count.”

Having escaped from a primary focus on the l eader, another trap was

laid through the w idespread tendency to v iew a l l  l eadership events in sltua—

t~onal terms~ end leaders as thterchangeabie parts within It. in putting

to rest the often r i g id , -fralt—besed conceptions of the past, the situational

approach prov i ded a notable gaTh. But t l irgely neglected 1nteres i~ In the

characteri stics of the people who f Iii leadership roles, especial ly where It

is possible to relate their character istics to the nature of task demands

and SUCC~ SSfU i performance. Commenting on this in their review of research

on leadership processes, Hal lander and Jul Ian (1969) say:

...the two research emphases represented by the trait and

situational approaches afforded a far too glib view of re& ity

...neither approach ever represented its own philosoph ical under-

pinning very wel l , and each resulted in a carlceture...the

situational view made it appear that -the leader end the situa-

tion were quite separate. ..(thoughj the leader, from the

follower ’s vdntage point, is an element In the situation, end

one who shapes it as weli ...ln e;~ercIsIng lnfI~ence, therefore,

the leade r may set the- stage and create expectations about what

he should do end what he will do. Rather then standing apart

from the leader, the situation perceived to exist may be his

creation (pp. 388—389).
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C!~ ar ly ,  a form ~f fad d lsm took many researcher s frc ’m one e’~~rer~’
t-~i enotr~ar in l i t tle n-ore than a decade . Since both approuche~ ôt -

~~:~~~ extrero

pr- .’~~i ‘t- 1~ mlted use, somatn ng n~ -c v~s neoded. That so~~t~- iri r~, pert simply,

wa~ to recogn ize t”at leadership lnvo l-:o! a tr8nsact tonal process in which

both the leader and fol lovers are acti ve partIcipants.

Leadership as a Transactional Influence Process

The transact ior~aI apj roach considers leadership as a 1vo—~a-/ inf luence

process. It emphas izes the more dynamic elements ii leader—followe r rela-

tions, IncludIng interpersonal perception and the fu lf i l lment oi expectancies.

Whi le leaders are often soen to “hold” positions of higher status end inf lu-

ence, in fact much depends upon how they tttain end maintain their posit lons

amon g foHowers. We now consider the m*~er of the leader ’s io~ itimacv not

as s fixed but rather as a dynamic attribute, as seen for instance In the

“cred Its ” accorded to l eaders by followers .

Thu wr~rd “dynar~Ic ” indicates change. Rather than be concerned with

~~~~ 
the n~ re coninon tendency in traditional study of leadership pher~om6~s

has been to emphasize ~sIs, which often means accepting the ‘l eader” and

“follower ” relat ionship as set . Yet, a roality In the day—to—day funct Ioning

of leadersh ip Is for the leader to ma intaIn legitimacy in the face of poten—

t ial chat lei~es to authority f rom t,e low, from equa l status peers, and from

above .

Rel atedly, the followers ’ ties to the l eader depend on how they construe

the l eader ’ s actions and motives . Given the powerful consequences which flow

from their perceptions, It is surprising how often these percept ions have

been neglected. More ~th3n two decades ego, the late Fi llmore Sanford quite -

prescie’v’Iy captured -the essential po int in these words : .

- -

~

—

~
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There I~ some justificat I on for regarding the fo l l ower

e~ the most crucial factor In any leadership event and fc~

~- - ‘ing that research directed at the follower will ev.~n lualiy

y iel d a handsome pay—o*f. Not only 15 It the followe r W ho

accepts or rejoc~s luedership , but It is the follower who

perce!v95 o~-~h the ieadwr ~nd the sItuat i on and ~‘ho reacts

in terms o~ what he perceives (1950, p. 4) .

Sanford was trying to go beyond the thon dominant situ~r~- orial approach

ty erguln~ that the ~ol lowers wore also vital to the i eaders~iIo process, in

eddlt 1~ n to the leader or the situat ion, wh .ch def i nes task demands.

The newer emphasis on leader-follower relations as a tran’~dctlon (Type

I above) gives credence to the notion -that each follower holds the potential

- - for being reacted -‘o ~ -he others as an Influence source. What Is rk~cu~

Ierlv ir~orta it el~ o is to apprec Iate that changes may occur in r~’e parties

as a rasu~t of their interaction over time. I use the term “trensact ior ”

for this process so as ~o suggest a more active role by fol1owe~-5 in en

exchange re latIonship with the l eader, includ ing the potential for counter—

tnfk~once. On this feature of leader—follower i nteraction, Hol ten der and

Ju lte n (1969) assert- that,

...the person In the role of leader who fulfills expectations

end achieves group goals provides rewards for others which are

recI procated in the form of status, esteem, and he i ghtened

inf l uence. Because leadership embodies a two—way influence

relationship, recipients of influence assertions may respond by

asserting influence in return , that Is, by making demands on the

l eader. The very sustenance of the rel ationship depends upon

some yielding to influence on both sides (p. 390). 

~~~--——- - 
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The tred ?tic~& view of the l~i~-~i-’~r as the Influence ~- .:o ~~~~

out ~~is e~ ,entt-~4 ~~— * t~ e of counter—inf luence . Pa Homans (iJ l) aptly

~~~~ ‘tr ’lue nce over others is purc-~e s d  at the price of a l lowing oru ’s

self to be inf uenced by others” Cp. 28ó). In this sense, the WIH in~nG5S

of group me’~~er~ ~o ~~~~~ +~e lnfluanco of a l eader doper d~ upon a proc&.s

of oxc~~~~’ in ~h iC1 t~e te~dor g ives th~r~g and gets som’3*hir.g ~r, return .

In a si~ p~e t-~r s.:~:-Monal view , t~~ leader dlrec-t . ~c;,~.t nic~t~onS to

followers , f— ~ whi-th ~-hc~ ma’.~ react in various ways. The lear~er attempts to

take ou~~ of tho pcrc~ptua 1 —moti vationat states of followers ~nd they,

in t~ r - , evaluate the l eeder’s, with partIcular regard to responsiveness to

~‘- ‘~ r needs. Especial ly pert inent are the followers ’ perceptIons of r-,e

Iee c~er ’s affec1i-’~ncsc end how they ccn~i ruO and evaluate the leader ’s

~ ons and n~tI-i~s.

As noted earHer , the ie~der may be v iew~d as a group resourc e——id ea lly

one who prov i de5 for the attalrurent of the group ’s goals (Type 2 uhove) .

~n so ~o lnc~, the l aed’~r derive s certain benefits in status and heightened

influence wh t ch serve as rewards. Therefore , in acting as a Iea~ier , ~n

individua l necessari ly ~~~~ act s with others in his t~r her environment .

This approa~ i is in keeping with the social exchange views found in

Thibaut end k’~iIev ~~9’, ~ic• -.~is (1958, 1961 , 1 974), Blau (1964), and the

newer work h’~ ieco~s (.970). In these terms, the l eader’s demands upon the

fol lowers are ro.:i prccatod in their demands made upon the leader . There—

# ..re, -the ntegri+ , of the relatIonship depends upon some yieid kq to

inf lue~c, o~ b-~tr~ sites.

*.It hou~ it may seem idealist ic, this view conveys a truth which bears

~eneraIizing . in re~o’j rce allocet lc- n terms , when comon ends are being
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Ii I~. 3x~~~ted -t-~et ~~~ person will do his or her ~~~~~~~~~~~ ~.rr t~~

~:i~~~
- prov i -~~~. a very s p e c . a i  r -5 c,3 :r cC , u~ ich Is Oons.~m3d rc~ $ r !y In

L• -  “ iv I~~, r~ r.’- ted tcwôr~ the ~c~~ic -v~~!~~r c~ goals. i~v-~ t~ t~: ’ -  ~~~. aI~c

a ‘def ir~~- —of- re~ ~~:-~~~“ for the othors by satt1n~ ~oa1s but a lso ~y

~~~~~ ir~~;n~ ~‘i~ ~ant ir;c;i~~~~t lCfl ~
)
~~1 ~rojr~-s5 , ir~;-~ ~~~~~~ O~ -I  na~ded

red i~ect ~~~~

f - ~~~~~~i~~~ (~~~ ‘~~~~ ‘ ~~~~ t~ r~t madcrsh ip functIc is is h~ ~t ~~~ nc;

ec-i- ’ !ty of thc ~~~~ i r s  I mportance appears to be co~5ldrr M~le , though

not ~~~ ~~~~~~ h~ve c- i ven t t~-~e ettention It de;arv~s. n or~ of these

wh :b ~- - -e- , S~~~.i l~~ fo~rid- w ith ~‘:c~:s-. ion ~rcL-ps ha~ ~~~~~

fai l ure to pro\~id 2 t-~ ~ro~~ with goa l orienta-t ions provoked antagon ism,

~en;ion , c~~ C abs --~~.ism . ~n one way, bh~~ effect r~ y be interpreted ~s a —

r~saH on ~~ t~ c-3r tz~.infy . t also sho~3 a fai ure of -the I~~ c~6r- -t -,.l l ower

tran~att( -~, and w~~ ~.z:. r,d to be most acute wh3n the group had cio:~r iy

, ,;-j d wh~ ~~ 
-
~~~~ act as the leader. Though expectal- ions such u~ these are

pro~’~~~, ~~~~~~~~ in groups , their ful f illment or lack of it ~es ~eGn

rt.~ ati .’e~y neglected In studies of leadership.

One constcta~+ weakr.e~~ across many group and organizat i onal settings

Is the failure to share information wh i ch w I ll def i ne the sltvatlon. Too

often, “gi v ir ~ orders” su~s-f i tutes for “giving Information.” Up to a poin t

th is may stl ;t be effective in reducing uncertainty. Eventually though the

vacuum creci~ed by an absence of informer Ion will be filled by other voices,

often l ess farni iinr  with the prevailing circumstances. In practical terms,

therefore , the l eader ’s fa ilure to provide a recHstic ~~jj~~tion of the

1jtuet ion Is an 7 n-iite-t’on for others to do so. I ndeed, giving perspective

to events is what a l arge part of pol itical life is about , and its broader

_ _  
— - -  - - - -
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~tgnif ?canca for ‘rgen lz&lonal leadersh ip has long si’,ca b~en noted by

Selznick (:9~7).

in lntroducir- g -t~ is sec-t ion, I used the tcr~ “influence process.”

Despite the var i ous h~ad1ngs und3r w
l .ich It appears, I bel la#e there is a

fundot~.wtaI regularity t~ influence wh ich can be seen In the rarticu lar

tsrm3 of the cor,cre~-e phenomenon at hand. Whether deal ln-3 w Ith leadership,

cooforffi ity, or at*Itu~e change phenomena, the process invo ies a trenct.ctio,,

In which information is transmitted f rom a source to a recipient in the form

of ~ message, which may be verbal , nonvorbel , or both.

The source may be cal ted a leader , or a propagandIst, but the label Is

not as relevant os the fur.damenial structural properties of the relat ionship

shaping the recipient ’s response. The recipient, in any case, I~ usu a l l y

not just ~ c~essive reactor to the Influence asser-t lons o~ tho so~rca. i3auer

(1964) has made this po~ .t wIth great clarity in his summary of transactional

fea-tures of the cornmunlcal-ions process.

Apart from the fact that the influencot3 is act ive In accepting or reject-

Ing commur1lcaf- i oms, Bauer says that the rel ationship l~ shaped on a psycho— - 

-

logical l evel by perceptual and n~flvatIonai factors ar work wit-bin the

influancee who also perceives them within the Infiue ncer. This !s associated,

for example, with the element of “cred ibilit y” in propaganda research. How

the source is po’ceived by the recipient or audience matters ccr~siderebly in

the effects oroduced.

For Instance, Katz and Lezersfeld (1955) have IndIcated how important

an In dividua l’s group af f , -~atIons are in screening Inf l uence assertions

in the “two-step flow ” of communication . In other words, a person ’s alien -

lion end reaction to Influence assertIons depends upon a group—based Judgment

_ _ _ _ _  —- - —~~~-- - -~~~- -  - — -  — - - ~~~~- —~~~.-~~~~~~~~-
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ebo~it the source.

The lea~oc ’.~ action eni~ verbal assertions are in th’ i ~~~~~~~ o~

‘~cc~~un~catior~” to the group. However other qunliti~~ of -the leader whi~n

are perceived, including loyalty to the ç roup, constitute pert r f  the

leader’s ev idAn’ ~r-rr ibu -r~s. It is appropriate therefore t~r mer~bers to

ask whathar ~~ I r i ~~n.~ seeki - to exert inf luence ~y~ r them is r~,ti vateri

by aspirations s1~~I i ~ r- to -
~ ~eI r  own. This recalls Brown ’s ~l~ 3(~) point con-

cernIng the need for leadors to show “ m~ rber character” in the sense of

being accepted as members of the group.

The process of m~k ing attributions is a signIficant one in determining

Ir,f~i ence ‘ facts, as Hei der (p958) an~,ng others has contended. Two

b~zr~p!es are the attribution of ability and trustworthlness—npbroximating

“can’1 and “wi l l” in Hei~or ’s t€ r-ms. Perhaps the n~st important of these

• et-trIt~u-~lons in ieadnrship is that of the l eader ’s legitimacy, whi ch is

esse rt iahy the ev i dent i~asis for the leader ’s pos ition.

Loader Leg itimacy and Social Exchange

Am~ng the n~ re substantial features of the leader ’s role is perceived

leg itimacy—-how it is attained and maintained. As Reed (1974) has recently

put It: “...teedor iey t!r~.
-
~c-v cannot be cons~dored a general d~sposition but

involves a complex intcrac-t~on of att itudes toward the leader end his source

of $ulhorlty, with th~ edder ’s actual behavior contributing substantially

to his task Influence and continuing legItimacy” (p 203).

A soc ial exchange conception provides one vehicle for understanding how

the leader’s role Is legitim ated. Such a conceptkn fundamentally stresses

rewards f rom others, in the conventional reinforcement parad Igm. In particular

t’- e process is one of gaining a response from others Ind I cating the differen-

tiation of status linked to influence . The effect of reinforcement is to
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si gno l the granting of l eg it~~a~’~ w~ Ich In turn opns the way for leader

activity. This process has been demonstrated in various research settlriçs.

In ar early exçMr)ment by Pcp in~ky, Hemph fl l , and Shevitz (1958),

students who werS found to be low on leader activity were lad to behave

fur more achvely in ti’~rt role by having the group show a~r~omont w ith

their suggestions. Other students, who wore found to be hIgh o~ Iea~er
• activity were affect~c1 ‘n th~ r~v3rss way by having tho ~ro~p show disagree-

ment with their sugges-r~ons. F3rccd~y interpreted, an exchange process

occurred In which the yrt.up raised the reward and lowered the cost of

leader activity for the first set of studcnts and did the oppo3ite fc~r

the secov1.

a rci atod vein, Rudraswamy (1964) conducted an experkent where

~~~~~~ of a group were made consr lo’~s of their own higher status.

They ~~~~~ found to attempt s r ~~if icantly more leader act s than others fri

their group, and evt n eul Is fa r’-..od subjscts who had bcon given more rele-

vant informat!’n •‘u+ ~~~~~ task tse lf .

More recent work has shown the+ even th. use of signa l l igh i~s as rein—

forcers can have a s gniflcant effect on the target person’s proportion of

t~ikjnc tine anc perceived leader status (Bavelas , i iastorf . Gross, and kite,

i 965; Zdop and Cakes , 1 967). These lights not only produced a heightenIng

of leader acts, but ~nay have also created the rnpression of greater legit-

imacy arid influence, as welt.

In short, when o reward Is provided for exerting influence leg it I-

mately, Ind ividuals are inclin ed to behave as leaders. There may, however,

—- -—- • -——•~~— ~~~~~~~~~~~ ~~~~~~~~~~~~~~~ ~~~~~~ - •~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ --— ~~~~~~~~ - - ~~~~~~~~~~~ ••~~ —-~~~~~~~-~~~~ —
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stil1 be indiv1du~ i differences In t!~o dis position for acting. a” ::-. w1~en

the right ccndltions prevail. A ~t~dy by Gordon and Medland (I~~’5~ with

soldiers ~eur ~ ~ih~~ positive poor ratings on ieadershlp In Army squeos

• was consistently rel ated to a ma~suro of “aspiration to lead .”

~n discussion groups, too, there are members who show a greater wi l—

in gn-~ss t .~ r.~ke ccr~ r I~ utions. Talking, especially regarding qusit’~ y o~

~~~~~~ appears to place e person in a loader rote, largely i ndependent of

quahty CRaguta and Jut lan, 1 973). A recent experiment by Sorrer,+lno and

Boutililer (1975) indic~tod that the sr~st vocal group members were usually

seen as leaders without muc.h regard to the merit of their sugg~stIons.

These Investigators conclude that the quantity of ~ person’s output

Ind icates mot’w~-iion, and qual ity indicates abil ity . Evi~~’~tiy ~uan-P ity

is whet rays ott , at ie’~ t in making Initia l Impressions in discussion

groups.

The possib ility of actIng as ~ ie~ider, and being perceived as one,

depends upon r- r~r ori --~~ r~ by other group members. This Is the key element

in the “idIosyncracy ered t” model (Hot lander , 1 958, 1961e, b, I9~.4),

which deals with the impressions Individ uals have of one another that

ellow for i’~novat i ve action in groups.

C~c,t)nu ty and stabilIty of l eadership behaviors are ‘f undeniable

importance. However, they may lead to an Imbalance In the way leadership
a I so

is viewed. The leader is not aMy influential but Is,the one from whom

initlat~ves for c!~or.ge era expected. The l eader ’s rol e accordingly e’it,odies

the pote ntial for tt’~king i nnovative action in coping w ith new or altered

demands.

—: 
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The idIosyncrasy credit trodet deals w ith Typo I t~ sues . Its po~nt of

departure Is the apparent p~rzdox that aad~rs are said to conform nrre to the

jroiip ’s norms, or standards of conduc t, and yot are also I ikGIy to be most ir.flu-

•ntte In bring ing about innovations. In fact , these two elemen1’~ ~~~~ be doalt

w ith easil y if seen as a matter of sequence. in the early contact t~etween the

l eader, or would-be loedar, and relevant others, cr~dits are gained by signs

of a contrIbution to the group ’s primary task and loyalty to the group’s norms.

These two factors era called simply “competence” and “conformIty.”

Credits exist only in the shared perceptions wh ich group members g~ln of

the others over tirna. But credits have significance in allowing iater deviations

which woul d otherwise be viewed negaHveiy, If a person did not have a sufficient

bal ance to draw upon. A newcomer to the group is therefore poorly posItioned to

assert influence or take innovative action because the credits usu~lly are not

yet available. However, a particular Individu al may bring derivative credit from

another group, under the general hec~d Ing of a “favorable reputation.”

Broadly speak inq, when there have been sufficient demonstrations of compe-

tence and conformity, the Individual earns enough credits to arr ive at a levei

of status sufficient to be a leader. At that point his or her assertions of

influence become more acceptable. Moreover, there Is the expectation that,
once accumulated, credits will be used to take actions wh ich are In the d r ~action

of n eded Innovation. A failure to oo so may result in the loss of credits.
Idiosyncrasy

Soe. of the earl lest experImentat ion with theAcredit model is reported by

Hol lander (1960, 1961 a, b, 1964). In brief, this work indicated that: early

nonconformity by an otherwise competent group member blocks the acceptance of

his influence, while later nonconformity is taken as the bee Is for alterations

in the group’s norms; and nonconformity to group norms is more readily accepted

--  ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~



Hollander 16

from someone a lr e~~y gr~w.ted h i g~i accr~rd3d status than from someone who

Is low.

There are a nunbor of experiments whose results do not entirely confirm

the ~o~1eI , but suggest needed refinements in it. Among these is the expurl—

ment by wlgg ns, Dill , end Schwartz (l9e5) which Indicates t~et high status

group members have less latitude to deviate from particular role obligations.

I4owsvar, these mernbors ~v,,’ dev i ate with loss cost from norms applying to

members in general . One good inference Is that l eaders and other high

status members are given more latitude to deviate from general norms

exchenq~ for adhering to the more crucial requirements of their roles. The

basis for the exchange may be to compensate the incumbent for the extra costs

levied by specific role requirements. -

Wahrman and Pugh (1972) have found that subjects in all ~~ele groups

disl iked and resented procedural norm violations from a member who had 
~~

first contributed competer1t behaviors and conformity. But in contrast to

previous findings (Hollander , 1960), this pattern did not l ead to an apparent

loss of influence; early nonconformity was found to be associated with greater

influence . 1.

This re’~ul t Is not necessarily at odds witn the idiosyncrasy credit model.

Nonconformity from a competent group member can in fact serve to call attentlor

to the performer . As I have noted, “Actions whIch cal l attention to a person 3 -

may l ead him to a position of influence because of favorable outcomes.

Then, since his activity now becomes more crucial to the group ’s attaInment

of goals, his visibility is even further I ncreased” (1964, p. 227). Here we

have a parallel to the influence evi dently generated by the sheer quantIty of

talking In dIscussion groups. However, both these ef fects are pr obably

4
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non—l i near , and a po i nt of dysfunctioneilty may be reached where rejection

results.

in another experiment , Wahrmen and Pugh (1974) found that if the

deviating member is not of the same sex as the other group members, credits

are not earned for competence as in the elimale groups studied earlier , end

early nonconformity does not yield influence . These results with a female

nonconformer among males, suggest that a member may not as readily deviate

if a demarcation has been made that sets the Individu al apart, which Is in

keepi ng with a basic concept in “la beling theory” (see Lemert, 1972).

An experiment by Alvarez (1968) found that in “successful” organ iza-

tions the higher status person lost credits at a slower rate than did one

of l ower status, for the same Infract ions of work rules. In “unsuccessful”

organizat ions. the opposite was true; there the higher status person lost

credits faster as a consequence of greater blame for the unfavorable outcome.

Jacobs ($970) has suggested that the apparently inappropriate behavior of the

leader Is l ikely to be disregarded when the group is successful , but that

failure creates the sense of an unfair exchange et.d the group’s wIthdrawal

of support for the leader (p. 109).

Another concept deaiing primar ily with a Type I concern Is Jones’ (1964,

$965) ingrat i ation model. He too Is interested in the effect of conformity

or nonconformity In ongoing Interact ion. Ingrat i ation is a tactic which may

be applied especially where a person of lower status seeks to gain rewards

from one of higher status in a relationship, in that case, the person may

use fla ttery end show signs of compi lance so as to Increase his or her val ue

to the other.

Basic to both the Idiosyncrasy credit and ingrat i ation concepts is the
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Idea that confor~ i~ y r’ ho us:~ as ~ r~ .3rd in interaction . ~n his treat—

,~~rt of confo rm~ -y ~s a feature of social exchange, Nord (I~ o~ I~. ~ Indicetød

that “...r~c~.’G.’ity eppei3rs to be su;’pI led for rewords In m~ich tf~ sar.i~ way

as other resp~rises . . .a l arge number of studios have domonstrated ~~ei people

conform to avoid a loss of status or approval” (pp. 1 92—193) .

It is important to recognize, however, that bnth of those modeis are

non—normot i vo ~nd descr ue a process rather than Ir~dlc~ting whnl- snc~u1d be

the casc . :ndeed , ccnc*~~ !ons of conformity end nonconformit y indicate a

piece for independarce ~.s a oasis for achieving a favorable response from

others In ongoing interaction (W l l h I s, 1963, 1965; Hollender and W i l l i s ,

1964; Willis and Hol l ander, l 965a, b) Hol l andor end MarcIa (1970), for

i nstanee~ •ound with pre-ado~escents that ch i ldren chosen as Io~dars by their

ç.~~rs were among those most lr~depend:3nt from both peer end adult pressures.

There Is s t i l l  more to be said in bc’heif of independence as a source of

Influence , as I have ind 1c~ted elsewhere (Hoilander , 1975).

Loader Legitimacy and System Progress

Legitimacy iS the hose on wh i ch icader s can operate to exert influence

in the direct ion of help i~g the group deal with the need t~r change. T~ ts

is a concern wh ich 3nvo t ,~es a ll three typos of exchange, but especial l y T ypo

2 dea ’ ng with systerv% pr ogress.

Credits contr~~- -~te to leg itimacy In the sense of followers validating

the l eader ’ s stel-us. in appointlve leac~crship , the leader Is validated

less by followers than by superordlnete authority, altho~.gh fo llowers ’

perceptions matter nevertheless. As was prev ious ly noted, the elements in

the validation process include the i mpressIons of the leader ’s competence and

conformity. However, ieyltlmacy can also be seen to depend on a cluster of

hA _-_~~~ -~~~ - -~~~~~- - - -~ ~~~- -- - —~~~~~--~~~ -. ~~~- - -~~~ - --—-—---- -~ .- -- -—-.—-___
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impressions wh i ch followers gain of t u  loador , IncI~ d ing hI3 or her

source of authority, what the l eader is percei ved to be doing Tn 1 I r -~’ wIth

desi rod group ends , and not l east the succ ess or failure o~ those acti ons.

In a program of research extending over several years , -U~~’ s  ~~OCGSSO3

hove been studied through experl or,t~ on decision—mak ing disc~issI on groups

wIth l o3ders who wore either ciccied or appo Inted (Holiander end Jullan,

1970). ~~ loader ’s ~~~~ of l~ g$tlmocy In taking Innovati ve actions,

especial ly in adopt i ng en independent stand from the group ’s, has been one

focus of attention. In one of these e~perimonts, elected l eaders wcrn

in It ial ly found to be more assertive than appo inted leaders end more w Ill i n g

to expend their “cred its” by deviating from group judgments.

Th. other side of this process Is t~i~~ group’s reaction to these asser—

‘ tions by the leader. In that respect, elected leaders serving as group

spokesmen have been found to bc n~ore vulrsreble to rejection by the group

— for failure (-Jul Ian , Hol len der, end Regu l o, 1 969).

This set of findings suggests en intriguing balance: the feel Ing of

Inv stment in t t e  9lected leader was translated into a sense of hiving

credit to dev iate from the group ’s position, but that saris factcr could

lead to the leader being deposed. A major Inference therefore Is that

el ection or appointtr93nt create differing bases of perceived legitimacy

end thereby affect the re~ i ity within wh ich the leader and followers

operate (see Hoi~ander, 1974; Read, 1 976).

~~li_ ___-~_- ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ —=— -—---.—- -- --.- -—-- -- -— -
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Ro4urn l ng to aa earlier poIn~ for a ,~ ment, the l eader i s a resource

who provides an Input to the group ’s activity . The l eader also ~-9~4~ izes

the effort ~o apply other human and physlc~I res~’jrces as ‘n~u1s to

achieve desired ends, or outputs. However, thIs process has variable

psychologica l imp i !catIc~ns, depending upon whether the leod’ r Is appointed

or elsctad , because of the differ i ng character of the followers ’ investment.

A lthough much depends on the cfrcumstences of appointment, el ection

offers a contrast by evidently induc i ng a greeter vested interest in the

leader, It also sc~ems to create hIgher expectations among foi lowers. The

leader who Is “put In charge” by appointment from above Is much less the

responsibilit y of followers, in social exchange terms, the ir cost or

investment is l ower. Therefore, while the appointed leader may “under—

perform” with greeter Impunity, he or she also operates with less sense

of group support.

There are some other noteworthy correlates of electing l eaders wh ich

bear dIrectly on the matter of Influence. In a recent exper iment by

Hollander, Fel Ion, and Edwards (l974), it was found that under comparable

condit ions elected leaders were in it ial ly less inf luent ia l than appointed

leaders. But after the groups experienced apparent failure in their

decision-making task, the result was reversed. For at l east a time,

e lected leaders becar.e more inf l uential . This was construed to be due to

a “ rallying around ” effect , at l east in pert.

8 -
- 
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r’r~rt’~uia riy noteworthy Is the f1ndin~ that bafo#’e th3 grcups kru~i how th~y

were p(r4orn~ng, there was ono group r&ibOr whu was more 1nfluent l~ i than the

eect~d Ieaier. Subsoq ently, ThoP mer~ or u~t.’oIly ei.arged as the group ’s choice

for leader when a new elect ion wus heid . The replacement therefore Was “stand—

1mg In the wings” awaiting a cue, after the crisis h-sd run its c’eurs~.

L.edershlp Effccttv*’ess and Leader Styl e

An ent ire syster of re lationsh ips is Involved In •ffectlve leadership. The

typIcal conception of one person directing others Is gross ly m i. lc ~ding In d.scrib

1mg leadership because it neglects the interparsonal and task systeiis at work. As

noted prev ious ly , regard ing a ‘ype 2 exchange, a group or organ l~etIon opera~es

w ith a set of reso urce s as “ inp ut s” a1n~sd at prod uc ing desIred “ outputs ” (Kat Z

and Kahn , 1966). Gaining such outputs Is obviously facilit ated by the dire ct ivc

fVnct Ions centered in the loader, but the rosources are not the leeder’s atone .

0mm p~ 1nt whIch should be clear then is that effectlvon.ss is not gauged by

the ieed.ar’s ab l flty to be inf luential, without asking further to what ends this

process Is turned. Furthermore, the leader’s actual contrIbut ion to effectiveness

.my vary considerably, as a function of other conditions. The evl d~nc indicates

that the ieeder’s perceived cofn2otonce In fecIlItati~bg the group’s productive

activitIes is one crucia l ‘~ont in effecting the fcllowers ’ responsiveness,

and leadershIp effectIveness. Another element is the leader ’ s perceived mot1vt~-

tion to be loya l ~o the group, Its mef&. er s and goals. But there Is a need for

further empi ?t1catio~ of t~~s. elements end thu!r Impact.

For Instance, one li kely source for the divergent fIndIngs concerning q~,ali—

ties of the leader is the •x !stence of differential expectations concerning the

functions the leader Is to perform. Clearly, there are various leadership roles,

or components of them , end wh ile the leader is one who often “in i tiate ; structure,
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as H~~.,h i $ i  (~~6 i ) p’rt It, the lender als~ mc~ be a “t~t’chIon m~*~r~ or

*ICvOc~t1.~ And that °i no swans ~xheusts the roster, or ii~ co’~tinatior.s

of actlv ’ty with in it.

An e,-.~m~!* ot the ef fect s of dj ~t fn !eii In~ •ieg*mts of a leader ’s rota is

!hC’-~4n by an ~xperh~mnt conducted wit -h f i r - i groups by Anderson and F 3scii~ r

(3964). The i e-:dtrs In h a lf the groups wof a told to serve as a “chaIrman,” in

• participatory war’, end In the oti~ars to servo as en “off c r  cm charge.” in e

supervisory way . The r•sult~ tnd lcz~t~d that the participatory leaders we-re -

slgn ’Icant ly more influentI al and made more of a contribution to the group s

perfor~~ncs. F-~rthermoro, loader attributes, such as Intelligence, related

significantly to group performance for sc.e~ tasks unaar The participatory condl—

i-ion, but not for any undcr the supervI.~ory condition. The conci~ sIon is lnescep

ah ie that the charecterl!tlcs of a l eader, Inc lud ing Intelligence, are made m re

sal l e t  end are ~~re high ly re~atod to group ech ievemant where the L eader part-ic—

i~ates m~re, rather than sta nd ing In a fo rir-at pos ition to i-ha group.
end

One ‘or~ant Ii Iu~tret lon of the system d.raendsA constfaints on the l eader

i~ fo~i -~ in F isd’ er ’s “contingency model” (l~)65 , 1 967, 3Q74 ) . He pridict s

d f f ~ring lave~s of •ftect lvn i*ss for dlf*erent continat lons of I~ader and situ~-

t Lon al tha racl er istics . Ther 9 are three of the latt er , .., the qual ity of

leeder-menter I king, the de~re* of task structur•, and the power of the leader.

Depend ing upon the 3e~der~s orientat ion to co—workers, F ladler finds dist inct

verletic ’s In l eader effe ct iveness.
l eader ’s by

Ths~oricntation is tapp.d,the LPC measure , f or “ Least Preferred Co-worker.”

It Is said to measure a relat ionship vs. a task orientation. Leaders who are

hI gh on one or the other end do better In various circumstances . Bas ically,

F ledler (1974) Indicates thai- the High 1F’C (re latIonship—orIented) leaders

—~~~~ - ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ — —m— —-.’--- 
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pertc m bask ~ retailve l y uncort&n situatIon, Ih& I~ one w+-ecj thc~~

t~~~~i~ n& ~ict jrs are mixed or ~~~~~~~~~~~~ By contrast , -
~~~ -~~~ tow LPO

(tj~ .—~:- r - ~-ied) leac.~r~ cia L est In the rore eort&n ex1-retie~, of ~itpc r

fovorab~ Ity or unfavo 1 it ’,;.

EffectR’ne ;s in thIs case ~s t:rg~~ y seen as a ma-I-tsr ot prc-~uctIvIty,

without reference to fol c~wers ’ pvrccption~. Hoiew~r, a second way to toOk

at e’fect i v.,:-ess is wIth respect to ind tvidu ai member satisfz~c1-i on witn I-he

return on the invc~stment he c’- she feels has bean mada. This is a~ Type 3

concern. The looder ’s h~ ’avior has a great deal to do with this sense of

grat i f 1 catL~ an d e~utty . Uow t~ is Is accompl ished depends upon that much

abused 1t~r~i ‘styi~ .”

Sty le i s a ~et of qua l Itins wh i ch affects others In a particular way

in a part Icu~er situation . in tlio case of trustworthiness, for Lcamp o, r~uch

is st ill not known about how it Is transmitted ~nd sustained, al though It

cloar ly Is i mpor t-ant in rnointainln g an equ itable relationship.

~~ ~~ture of the role is such that i-ha loader Is likely to have many

relationships wit h others in the group. Furthermore, the qual ity of these

relations hips matters to -tho other indtvid ,,~ats invo l ved, particularly with

regard to ec~u Ity and Justice concerns, distingu i shed earl tar as a Type 3

exchange. WithI n the group the l eader determines the distribution of rewards

and the l eader ’ s act ion s give s igns of the “goodness” or “badn ess” of i-he

performance of group memoers.

An Important consido-atlon therefore is the perceIved fairness of the

l eader ’s act i ons. By rewarding the members whose act ivities contribute to the

group ’s goal s, end not rewarding those whose activities do not, the leader

provides a basis for effecting desired ends, among whi ch are product ive rela-

tionsh i ps among group members.
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~iso lmportait to ~~ls pr~cers in -
.~~~~~ leader’s 

~~~~~~~~~~~~ 
in &c-Jol

Inter ~~.r gen’~ eII~ , rag u ’ a; i t ,~ end ~rc -~l.:~ )lII- y of ~c~-cvi or is -‘-LwA r~ lng.

fl~ ie -~~itl~~ eri~ even more sNn3 f~cant for fot icw~rs in the~~ riAiationth?pS

it~~. t~-~ ¶eed5r. Whe re a Ic’edor’s po~.it1on Is know’~, and can ‘~~ countsd on,

uncertainty is r .c’jc~ d and fot1c ’-~ars ha-~’e a n~ore stable ~!tue~1or, wiThi n which

to function. Ca the oth r t-.an~, where the leador b h&~vz~s ii~2Ij~ Iivvi v o~ by th3

whim of the mot en-r, ii~stcb !Itty and uncar1-~ Inty are crested.

In sum, the essential element emphasized here is that leadership effectl 3—

nsa cannot d sragard how t!~e folloi.w f~re~ in the group ’s enterprise. ThIs 13

n extension of i-h. point quoted ear l ler from Sanford (1950) th~t the study of

fol lowers c~-i pro’i do Important returns as a k~y to leadership.

And now, to conclude, let me quote somathing I wrote at an car t i’ar tit ~s

(~got lar der, ~~~~~~~~ which si-lit captures Tho maIn point that l*ød~rsh t p •ff~ctive—

aces

...d p nds upon an equity in social •xthange with the loader gaining

si-sI-us cad exercising In~’luence ~hi1o h~ip ng i-he group to nehieve

des ired mutual ootcoin~~ as well as such individu a l social rewards as

are Illustrated by recognitIon. Goot ettainneAt by Itself th~r-sfore

is not a sufficient coadit Ion for effect ive l eadership. A significant

concomitant is the process, the relat ionsh ip along the way, by tthlch

group members are ab’e to fulfill theIr noeds for meaningful social

participation (p. 230) .
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